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PREFACE

(U} Attached is the after actio; report on the attempted
rescue mission of the American hostages in Iran on 24 April
1%80.

{U) The purpose of the report is to describe all
Planning and training conducted by the Joint Task Force
(JTF) in preparation for the mission, review all aspects of
mission execution .and termination, and evaluate the adequacy
of planning and training to support the JTF in execution of
the mission. The report is provided in three sections
preceded by an Exécutive Summary. Section I describes
planning and training: Section II reviews misaion execution;
and Section III contains an evaluation and an assessment of
Planning, training, and where appropriate, execution.

{U) Thenﬂiﬁi§°“ was critiqued thoroughly by a group of.
Joint Task Force representatives, chaired by the Deputy
Commander of the JTF and with the assistance of indepen-
dent analysts._+ Tpgﬁgreup utilized a technique whereby a
list of questiéﬁa?:;s developed which pertained to the
conduct of the mission. The group employed the questions to
evaluate and assess adequ;cy of training and Planning for
the mission.

(U) The result is an evaluation of all known events ang
Planning factors which may have had a bearing on the conduet
of the mission. Some of the events are of little or no
significance ‘to the ocutcome of the mission; others are
significant. The evaluation section does not attempt to
describe the long list of JTF achievements nor does it

provide a detailed account of the many events that were
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accomplished with professionalism and dedication. The
intent of this report is to enable the reader to draw upon a
document written in retrospect with far more knowledge and
experience than was available prior to the mission.

\\pﬂ 'Qiaﬂf The evaluation should be considered in the context
of the magnitude of the challenges faced by the JTF. The
mission required the force to travel undetected half way
around the world in order to penetrate deep into Iran.
The Mission was well planned and the force was competent.
The force had proceeded for a considerable distance into
Iran before it 'enczunteted unforecast and unpredict-
able circumstances in the form of helicopter mechanical
failures and suspended dust. The unforecast weather phenome-
non had less that a 5% probability of occurrence. There
is only a statistical probability of less than 4% that more
than two of the eight helicopters launched would have
material failures which would render them non-mission
capable. Had‘géfggg,gvent occurred and not the other, the
migssion could hav;‘proceeded. The force worked hard to
overcome the circumstances that developed but only five of
the six helicopters to arrive at Desert One were mission
capable .

\80 § gﬂ The JTF had accomplished a great deal of worst case
planning. It would be speculative to judge whether the
outcome of the mission would have been different had the JTF
adopted additional worst case planning options, conducted
appropriate training to support those options and modified
command and contro)l procedures to respond to the unpredict-

able events as they unfolded on 24 Apr

SECRET dii 31B21

ORAFT



- i)

sPegf "~ DRAFT R I

(U145) This rescue mission was the most difficult and
challenging recorded in the annals of military operations.
Few will fully appreciate the international, geophysical,

astronomical, security and operational complexities associa~
ted with this operation. Wﬁd!'imgnnlng-:an&ﬁ}gjy
Wumnww adiRerhapampiidwily

-hgmnabled fhe WP to vwmhumthe circumstances
m&red The complexities associated with developing all

planning criteria ,léft little room for flexibility once the
force was dt:.'ep into Iran. Planners charged with the respon-
sibility to develop capabilities and systems to combat
terrorism, while remaining undetected and while traveling
great distances can draw on the experience and knowledge
gained by the JTF to enable a task force to accomplish the

mission under duplicate or similarly difficult conditions

experienced on 24 Apr in Iran.
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“" Army Airfield

Aitborne Battlaﬂeld Comnandhand Control Centar
"Air Force Base
Automatic Flight Control System
Intelligence collection ship
Above ground level
Airlift Control Element
American Embassy
Auxiliary Power Plant
TR EET B

“which.can. We;es\mhﬂﬂﬁ*

‘Alr Weather Service

:KC-135 taiREr,

Blade Inspection Method. S8ystem for in-flight

warning of helicopter blade failure

-w500. galion.—l‘ai-r-dirdg'iﬁ‘ab:f'e} fuel celluw prog:tdeé 4,;0
wmfmgé}_é fuel

~-Commam: and Control
conbit MEPBRCFIT I E T

‘Submachine gun version.of M~16.rifle

in air traffigcontrol in forwatd m%w;-this“ﬁ'

%the operatioﬁﬁ?ﬂaﬂa ing 'goﬁﬁ

Communications Electronics Operating Instructions
" Cabrea) Targ T

Commander in Chief, US Forces Europe

Commander in Chief, Pacific
Chairman, Joint Chiefs of Staff

‘The unclasaified code name for a group of speciafld
Endlﬁied C-130 aircraft.
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COMJTF
CONUS
“CSE
oA CTF-70
S T T
DCM
DCOMJTF

"DELTA

DIA

SHA

“DMsSP

DOD
b OIS
" DOE""

D-.Qs-::::-'- s
DR

Dz

E&E
EAF
ECM
EEI1

EUCOM

EWO

FARE

FARSI

FLIR

FULTON RECOVERY
5YSYEM

| i .
Commander, Joint Task Porce ' [)’?l‘[:[-

Continental United States

fﬂf@ptol}og;cmrq Element .
_Commander TQ;k Force_- 707y
-Director. 8% Cantrii imlLigence
Deputy Chief of Mission
" Deputy Commander, Joint Task Porce
(Bee SPOD<-D)™
Defense Intelligence Agency
Défenseiﬂhppiggggééﬁ;}—-
'Défense-Hgteorologicai Sateli?!g!;fogram_
Department of Defense .
‘DeparurEAtTot i
Depart;ené'of State

'y

Dead reckoning navigation by time and distance
computations
Drop Zone
.-Escape and Evasion
" BExpeditionary Airfield
Electronle Countermeasures
- wEg8genpial Elements of Information. Key questions
S e—mwm

of a"mission critical nature which must -be answered

US European Command

Elgptronic Warfare Officer

Forward Area Refueling Equipment, kit for fuel
transfer’

Iranian language {(Persian)

Forward Looking Infrared, aircraft mounted night
vision equipment
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GENDARMERIE

GPM

HAWK

HF
HLZ
HM=16
“ROMINT

IAF

IFR
ImMc
INS

iR

JP=~4
JTF
KEVLAR.

=28 -NESTOR
BT

‘LABES™
x

WIEUTEL T
Iranian paramilitary field police force charged
with preserving domestic order outside the cities;
in being since before the revolu;ion
Gallons per minute
Homing=~all~the~way Killer. US made surface-to-air
“missile
' *High Frequency = 3-3d1§ﬁ§?
Helicopter landing zone
Helicopter Mine Countermeasure Squadron 16
“'iman. otteesintel TgeniEF
Iranian Air Force, also IIAF for lmperial or Islamic
Iranian Alr Force
Instrument Flight Rules
Instrument Meteorologicq} Conditions
Ihertial'Navigatlbn Sys;em
‘Itffared
Iran: Working*Group, Dept - of gtate:Working Group-
_._ﬁif Personnel Administration
J;F Intelligence
JTF Operations
vaf?%ﬁg;istics

JTF Communications and Electronics

Joint Chiefﬁ of Staff N

?EELnf“ngpunlqp:idﬁifSugpoqpagiqg3123§
Joint Operations Graphic (1:258,ﬂp0 séale map)
Jet petroleum fuel
Joint Task Force

Ballistic nylon used to ﬁakeﬁbullet-proof,yests

§“g*ﬁ§§9ncryptiapmgguﬁpe¢¢0upted51n%aircrgft -
%iogfgl;itude Parachute Extraction System
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Law Light: Antitank Weapon . DRA['T

L2 Langlng zone
M-T72 LAW 66mm singleshot antitank rocket .
M-203 LomiRiEshadd) anncher-which aountgsunder 't Hs’ t'b,arrel
“gt an M-16 rifle
'_'r_lAAG ; - Military Assistance ,Advi@gry-ﬁronpj -
b MAG: .. -Military Airlift Command -
MAG . Marine Air Group . "
Yﬁgﬂ!ﬁ-! ‘ Marine Air Weapons and Tactics Bquadton - 1L f
‘ncns . Marine Corps Air Station: the

Wi

MCB Marine Corps Baae.. : Y
MEDEVAC Medical Evacuation
MFA Ministry of Foreign Affairs - Iranian Foreign
Ministry
MSL Mean Sea Level
%ggpzﬁf'dr Small, light (1! man) air droppable cargo vehicle;

designated M-274

NAS . Naval Air Station
NCA National Command Authorities
NCO Non-Commissioned Officer
NCOIC .. Non-Commissioned Officer In Charge
R ——-—t:.--.
NGB Nose gear box —
NM Nautical miles

NSA &ﬁE¥E} Agency

NVG Night Vision Goggles

NWS -National Weather Service

OMEGA ’ ‘A’ radio navigation system used in some mission

i cratt?
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OPSEC Operations Security. The sum total of all measures
taken (Physical Security, Personnel Security.
Communications Security, etc.} to prevent enemy

foreknowledge of an operation

OR Operational Readiness

0sD Office of the Secretary of Defense

PACAF " pacific Air Forces Command

“PARRHILL n- TREEEETand KYI5 yolgmepncryption, device:

PASDARAN Also 'Revoldglonary Guards" or "IRG". Armed Iraniar

vigilantes under the control of revolutionary commit
tees, charged with maintaining domestic order and

carrying out Islamic justice; formed since the

_ revolution.
PHOTINT " . Phot‘o Intelligefce
PI’ Phdto Interpreters
PINS l Palletized Inertial Navigation System
POL Petroleum, oils, and lubricants

V*bsg;;_,.;mﬁﬁzng-»Portab1e aaygl}iggmcommunications terpjnal {(manpack

P25 A port£E;;LVH§¥&DH3§;;HI;:Tn&ggfed for_satellité us

;Eé;bisamission

RDF' :;:gpgid Deployment Force

REDCOM Readiness Command. -

jgebst' US made man portable surface to air missile system?

RESCAP - Kei¥ue Coubat AAITFatiol - Ses alscFcar

RMI Radio Magnetic Indicator, an aircraft navigation
instrument

RWR . Radar Warning Receiver"

5=-2 ) Unit Intelligence Officer {Army and Marine Corps)

SEF 'Strategic Aiéfbbmmanq;;

SAM/AAA ‘ Surface-to-Air Missile/Antiaircraft Artillery

SAR Search and Rescue
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R Search and Rescue m
"SATCOM ] Batellite Comuwmnn L )

vBliarE m,na_mﬁmued Powers Burope

W/

{a)s} Special Operations Divielon of J3/JCS
i SPECTRE C~130 gunship
“8TAR" ; Surface to Air Recovery. Also known as "Fulton Reco::
- A Ll ey
e

.‘r.ery'5yé§em'| method for pickup of personnel or equip-"
{;&g‘q&:‘from‘gtound» by” an- ai__.rbo-r_l;e ‘MC-130,
o b . . A

it & .
TACAIR ' Tactical Air
“TACAN  Tactical Air Navigation, a.UHP air. navigation aid
1\ TWFEACSAT Tactical Satellite, a satellite communications
——t
Aystem

aF Terrain Fol1dVine

TR Rerrain: PollowiF Radar = APQ-122'#

TF-70 T Task Force-70. US Naval un'.i"igsf-_.il_"y-flu_;ggjpn Sea
Tahd “Indian Ocean in supporbiof Middle East contin-
#hepsies

wF 2t 7 euleEdighrrequency’in:300- 3000, plizum

us United States

ﬁ“

Y-
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[41:3:1 United States Army

USAF United States Air Porce - ,f

USCINCEUR _'US Compandersip<CHieBY®ropd,

USMC - United Btates Marine Corps

USN . United States Navy

« I vaF Very High Fregusagy. - 30-300 _MHz:

VFR 'Visual Plight Rules

vMC Visual Meteorological Conditions

VOR Very High Frequency Omnidirectional Range

VSl Vertical Speed Indicator, an aircraft flight ,.
. : y

instrument .
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EXECUTIVE SNMMARE-+-- -

U .

kl}/) This summary provides a Bynopsis of _e\_renl:s .that ek
includes planning and training operations that culminated ‘
in the 24 April 1980 attempt to rescue 53, American citi:ens "

i “ ;. Yo
held hostage in Tehran, Iran. '.l‘he miuionjvlua very compiex

S
e ibral goliet | ,-m- F- {3 J .' ‘13‘ t

because of the great distances invoived@and the Iack ‘of (JBj ~'i:;w .. f"!
. AT ‘A:_:_ﬂ,é.

military bases in the area from which toiiaunch the ‘opera=- ' P
tion. Several plans were considered but were discarded for . .
many reasons. The plan that was selected was the most
reasonable and was judged to be militarily feasible.

(ﬁ’f Throughout the planning and training process the
Jc;int Chiefs of Staff (JCS) received progress reports and
on several occasions met as a corporate body . to review
plans, progress and equipment and to provide guidance and
direction. Thé_—dcs provided the JTF with all .resources
requested for the actual rescue attempt. However, it
should be noted that the scope of planning, training and

T oty Y s

final force size and‘composition was constrained from the

.

ocutset by a lack of trained forces and special operations

"* Adrcraft and”

st

M‘Bmpncms, ‘and three C= 143,;, supportea

nxc 135 bﬁﬂeu.&ﬁlavy carrist’ Bfbed fightm‘
y‘M&ck Mfor Combat Amuol {CAP); aqw

g -

_oﬁ_,ppeopre pggvxding.a.iggMupporx world wigde’
p/' )l') An overriding consideration throughout development of

this plan was operations security (OPSEC). 1In any opera-

tion of this type, the advantage essential to the offensive

force is the element.-of

urprise. If surprise was lost any

ECTOR, J-3
JUNE 2000
1R, 301cé
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time during the operation thezhostgge fakers in the Embassy
could have been alerted and reinforced which would have
terminated any rescue attempt. The ultimate concern was

that 1f the mission had been compromised this fact could “ 

possibly not be known until the rescue force arrived at the

Embassy. Do

o o
{(U) The report is provided in thrtgalgqt}gn?{§.50ct£on';f;mﬂ = ;'
reviews misalon pgeparation, selectlonéo!fl&fcasﬁandﬁcqulp-%ﬁhitr3"ﬂ?!
ment and training. -Sect!on II reviews mission execution on

24 and 25 April 198P. Section IlI provides an evaluation

of decisions in the planning, training and execution phases

that received the mostlcritical attention and were most

germane to the mission. Each of the three sections is

presented in a manner that will enable it to stand alone.
Therefore, there 1s, by design, a certaln amount of redun-

dancy in the complete report.

TOR—SECREDT—
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SECTION 1

MISSION PREPARATION

au Oon 4 November 1979 a group of Iranian demonstrators
entered the U.5. Embassy in Tehran and took 63 American
citizens hostage. Of immediate concern was ths possibility
that the hostages may be tried and imprisoned or killed. An
initial planning cell was developed in the Bpecial Opera-
tions Division (SOD) of the Joint Chlefs of Staff J=3 Direc-
torate and assigned the responsibility to develop an imme-
diate capability to free the hostages. Time was critical
and the complexities of the operation staggering due to the
geographical location of Tehran in relation te any US or
friendly base of cperation. On 12 November 1979 by verbal
orders passed by the Chajirman of the Joint Chiefs of Staff
(CJCS), MGEN James Vaught was directed tc organize and

command a Joint 'rask Force (JTF) with the mission of

rescuing the hostaqif mumon the US Ari-
‘mnlzatlowuwx)y!uu “summened  ‘and“iplanning

Hggan. In the months to follow the JTF's rusponsibil:lty was
to develop a militarlly feasible capability to perform the

mission,

’ Although the DEL‘I’Avforcu}was"t'i"ifhed to hanpdle?

Mhat_lons "of thiswktype, most scenarios—emvisioned. situady
msf’?host_mumr}gg,mmmruve or at TXEREEN
M' In this instance, the rescue force would have to-
travel up to 1P@P miles over Iranian territory before

reaching the objective, locate and then release the hostages,

then extract the entire group from Iran. m,the most bdaie

-me. in considd?dtion of thimfiofRlexitied  involved;. the

— DRAFT
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‘Wifiability to, aggomplish_this.featal e VONERRg

"\méxﬁbér 197_9".;‘ Subsequent organization and training was
dedica;ed to developing this capability.

e

Several plans for- q-tun“nuﬁ&,to jhd trom the

Robazsy mﬁuﬂMWsmmuon ! m
mmmﬂcoﬁ! ( uro ‘uulnnd

"y e

but were discarded due to the high risk lnochtod vlth thl e

operations. It becamo -very obvious tl}l:tri!;.ulnzl-uu, an optlon ?w
“could be developed that employed helicoptera for the: nxtuc-‘ﬁ
‘tion, the mission would~have little chance of suceeps. To
further compound this“requirenent _it was nocesuryﬁ'thnt the
helicopters have a heavy lift capability and a long range

ferry capability.

ﬁ The only helicopter model available that met the
criteria was the Navy RH-53D, for several pertinent reasons,
With extra ln-te-'r__ptél auxiliary fuel tanks plus normal external
tanks it was capable of traveling long ranges and it had
foldable rotor blades and tall boom which -would allow it to
operate from anﬁ-ﬁtt carrier, thereby enhancing opera-’
tional security considerations. RH-53Ds were designed for a
mine-sweeping mission and thelr crews trained in the mine
countermeasure mission. The crews were not trained in any
respect for a mission of the type envisioned. 1In fact there

were no mission trained pilots in any service that had

experience in this type of operation within the execute

criteria envisioned. '

/A unit had to be formed and was., It was lnltially

composed of seven.%_.

N 4 AAR-8-4
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pilots and en“a“d!' crews. The Navy RH-53D crews were
selected for their familiarity with the alrcraft and Marine
crews for their knowledge of extended range overland flights,
operations from unprepared helicopter landing‘ zones and
tactical weapons experience. .

(v}t8Y The general plan that devclupad required total
surprise ‘pnd, to. ‘ccomp] kb li\fboverEsT
Wl‘m;tﬁuht@ he’hellicopters would #° = -

launch f£rom an aircraft carrler in the northern Arabian Sea

with_ the rfscue'f_to_rcm:nrﬁ refueling on the ground
enroute, then proceedimg to a hide site to remain overnight.
The next night m.ﬂﬁm‘hfqg would proceed to the embassy,
tescue the hostages, be extractedmhe helicoptara‘@' then
iroceed Wﬁarby: ai;ﬂWﬁ:r extractioqmjﬁqj "W.If‘
,m:gﬂwing'"air_craft. This plan called for two nights of
operations wi_tt-n—_-_-a:l_ayo'ver inside Iran during the intervening
daylight hours.

On 2@ November, CJCS conveyed instructions that six
RH-538 be poslvt‘;ﬁgigl;oard the alrcraft carrier USS KITTY
HAWK enroute to the area. Helicopter Mine Countermeasure
Squadron 16 (HM~16) with six RH-53D helicopters were flown.

-LUSAF ,C=58 -and . chl&;ggg_

on 28 November were flown .aboard USS KITTY HAWK entroute to

the Northern Ara'bian Sea.

(U)LK)’ Meanwhile, the planning group selected the other
elements of the Joint Task Force that would participate in.
the rescue attempt. C-13Ps were salected to carry equipment

and fuel to rendezvous with the helicopter force andrmqrs_ :

" to secure the ing-rgdg":}nq__,egr_esa rendezvous. sites., The

RH~53 crews began trafning in the southwest United Etates

' DRAFT
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in an .environment similiar to the Iranian desert 'and DELTA
‘itrained on-a scale .model- and mockupsof .theTenbasey: area. ¢
‘W |§§proxlmat:—eiy 25 November,‘wuﬂﬁtwete
mfarWorcef;éﬁ‘fptovﬂ e“overhead - air
SUPPO rt ‘

":'_-pignhgdraf“gﬁfy‘to" the extent that’ ynmiiiéﬂ?:
WDt ect the TteaciieitoTER "and  secursitglease o thum:
'-T'k_;gst_ggee‘? '

(u] {§7 The first joint exercise in early December with all
elements participating'ns disappointing. ﬁoﬁﬁi'y"did the

pilots had difficulty navigating enroute without moonlight
and had additional problems landing. f'ﬂ-—n':éntii'ély new
_t_-e‘f_.hp'iqﬁ'é of ‘operating hglicopters cgompletely blacked out,
IR TR s | 5h--Goggtes —~{ MilGidumwassiedldsn BB tha. deve-:
\\,\J wy Seve_raL._ﬂ:___r%u were diverted from the helicopter
program at this time and more e:]:perienced H-53 pilots

brought in. Use of night vision goggles in all operations

"was stressed. N

L\)\) ,(.8’)}‘ Refueling of the RH-538 enroute in country posed a
significant problem. Several concept{s were considered. The

first solution was“to airdrop fuel bladders (blivets), which

"Feould hold 500 gallons each, with hoses and Rumps that would’

be used for transfer of fuel to the helicopters. Alt':‘l’)ough
the concept was promising, confidence in the airdrop metﬁad-_?

had been reduced on the first exercise when seven of'ten

PP FRCRET. 6
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blive;a. dt:opped wereuleatrogmd “due - to“lnprupegrlgging.

(W) 487 “ BT e

@. an alternate means of fuel delivery was needed. ‘The

result was the bulk delivery syetem that entailed putting
3000_gallon bladders aboard the C-130s for eventual ground
transfer’to the RH-538. Originally deaigned for tfansfer
.. from aircraft to bladdars Ofl the ground.,. the nyatam was

- e ek
developed as an aircraft to .aitcrn!t 1t:ann£er. system. . y

v

( 0,) ( M A aearch for. an:abandoned’ Iranian airtinld,,pi.thtjl
the desireq range .of .Tehran.where.the helicopter, fueling
would be conducted did not produce a usyabler,ﬂeld.m&
iMiLitary. Alrfialdswhich ‘was in a caretaker stat3gkwas

Q, “selected because of its locatiqp..and the fact that it was™
E&timated to Kave only 20 ‘to 40 Iranian Air'_‘!-‘drce personnel

y

on site
gThe plan at -this stage was to launch the KBLTA

L

'@‘ég u;g.wmgm with fuel aboard
@"Eor the helicoptera"" ‘from a baan EE air{lhw

\' Ffihere thek MRiLd. . secure the .alrﬁi_e:;.'gbj them
‘wcould refuel tht_a h-e.‘.l.icoptersr‘and}m:?transfer to the
helicopters; the €-130s return to the launch base and RH-53s
proceed to a hide site close to Tehran. The -Becond nights ~ «— 'S
"E&ﬁra'ct'ion*r'é;\*ﬁngd:essentially unchanged with MC-130s

P _gxtrac-ting the force '._"f't"om ‘Manzariyet®aiffield, about 50

t ;ﬁis‘mbum of Tehrafi. '

{(U) A rehearsal in mid December exercised this scenario.
The exercise validated the plan as a viable concept and

training continued.

\/

(U)48) Additional rehearsals on the same basic scenario

were conducted, one in January, two in February and one in

SR SHECRET v 7 ARR-4-~7
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March. Earlier problems were reﬂned and 'there were T

improvements Ta-the. arﬁm‘ﬁ-:
- » — g

&and 'sategé. G“’iT s -s:ﬂ'*'f supm. infrand lighta

.- e [ R T - G o

g W&'W use é‘iﬁ-luutmuﬂm—\iw 3

extraction purposéd, inertial .._Qaviglt'lbq.d.argl_ OHEGAQr'_nya,t.ems
insfaigaticME™tor” Ru-538,etc, In addition, 1ift require-

ments increased to accommodate allargerf&,l}ta?-fdrée and to

compensate for increased air temperatures associated with ...

the approaching Bpfing and Bummer. In January two ad-
ditional helicopters were positioned aboard USS NIMITZ, the
relief aircraft carrier for US8 KITTY HAWK. When NIMITZ
relieved KITTY HAWK fn late Jaunary, HM-16 and the six
helicopters were tranaferred to NIMITZ. There were now

eight RH-53Ds on NIMITZ.
g (ﬂ While rehearsals were being conducted E.g.-';_gupporc
i mﬁgm,uoﬂ had continued to locate a remote
site in thé desert—that could be used for helicopter refuel-
ing BEZ8y61d the zggiifFement o take Naih':altfielgjw‘force.:'

A possible locqt;onhm.been identified by early January-
e
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(\J)jﬁ'f' As the n-unber of helicopters increased, fuel

requirements exceeded the l_l_c-l36 cagability to transport

the fuel. :_ﬁgcause'of their 'increin‘a'gd‘ca:go space and since
fthey wére also air-refulelable, three BC+1308: were.'selecteg
#¥to carry two 3000 gallonsfisel”bladders. .Theyawould be, flown?

by the experienced HC-;L;_O. qréws.'

-

(U) (8 For five and a half months the force had trained

~>  individually and in joint training evolutions. Kumerous
small training exercises and five major rehearsalis had been,l

. completed. Helicopter crews flew 542 hours at night'_Tn
A biacked out conditions: The C-1308 {BC/MC/EQY: Elew approxi-
r'_qitely 940 hours of ditect-support time not counting admin-
istrative and positioning £flights. Almost 2000 hours of
flight time had been accumulated with over half flown at
night and without accidents. The C-130 crews had"&dﬁbted to
-tiéing the'nigp;'l_is'ion .goggles..-;gading on reawet Egth with
gm& lights”and’withiong 1ightiErwitdiiiconpletaliplacked
Tout.s Off runway landipga.hdd, also beenipracticed.? Heli-
copter crews hid_,g...gged hundreds of hours of experience
uéing NVGs in cross-:eountry navigation unﬂf’rm complete”
spectrum ofnillh:nin@m ‘from -fui}. moon’ ‘tovno light ‘EEE'
‘L’L&E‘.’.ﬁ- Refueling procedures between the C-130s and
helicopters had become a smooth operation. DELTA and the

.Rungers had rehearsed to the point that each man was inti-

mately famlliar with hla responaibility on the mission.

W’}tﬁ The capability that did not exist on 12

November had now been developed and was a reality.

g_(_:ca‘rOn 16 Apr the Joint Chiefs of Staff received a

]
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briefing on the plan, determined that it was. militarily
feasible and approved it. Shortly thereafter for reasons of
security, COMJTF ordered all units to be prepared to move to
a new unspecified traiﬁing location. “Deployment, in fact“]}‘j‘;-".
J wags to the actual deployment base. In rapiid auccess!on,' the
.ha intehindé&pgrgphnéwrewwﬁhn%icun '
. were..adeembledand dépléied?fgithin’hmm

‘forces were in pladé and ready to’commeénde’upmrations by 23 .

\ - April. "Gver 41 aircraft and 800 personnelthad"moved .to’
) _ OPSEC had been maintained.
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MISSION EXECUTION

K(‘#) All was In readiness. The plan called for ﬁgru{'

céfp MC=138 to depa'rc-and seven RH=-53s to depart the
carrier NIMITZ about one hour later. Bince eight helicop~
ters were operational the' plan was modified to launch
eight, Both the lead ncfraa and the helicopters would cross
the Iranian coast about the same time along generally
parallel routes that crossed several times enroute to the
refueling site, Desert One. ;rhe hellicopters would remain
low, for visual grou;ld navigation and the C-138, after

proceed enroute at 2-3999 feet above ground level, Two
JE-13p8 transporting personnel and equipment and three
£C-1308 configured to_ refuel the helicopters would depart

F( ,‘\ -about ofie” hour after the lead NC-=130 and arrive at

Desert Qne about fifteen minutes before the helicopters.

BT %a'rhe ,cpﬂatg_-:ad the capability for
direct communications' with two of the airborne C-13gs, -and
the lead helicopter ﬁlq secure satellite and also with the

_E , wcacs in wWashington, DCOMTF-would also monitor
both circuits and provide voice relay if required. The .
Helicopter Flight Leader would fly the $1 helicopter and
the DCOMJTF for Hellcopters Operations would be aSoard the
#5 helicopter. The Desert One Commander,kﬁmp‘ Commander
and C-132 Commander would all l;e aboard the first c-138.
The Desert One Commander would assume command of the entire

ground operation at Desert One from arrival until completion

of refueling operatlons.

N :
Q‘f?sr The DELTA force and a?ihger road blocking secur~
ity element with two motorcycledTand a jeep were flown to

T DA
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g G‘ —on the aft_ernéon of 24 April. The forcé was trans- "

. — - s
loaded 8" the MC-1308Y and ‘the lead MC-i3(0® departed on the

b

missign at 1405%Z. The remainingma.ﬁ;:{ﬂéhandﬁ_m_mv_‘m"‘"'

ﬁl’:oﬁ: departed in two flights approximately one hour

later. All crews had spent the morning reviewing procedures
and flight routes. Last minute intelligence and weather

updates were provided at the final crew briefing approxi-

mately two hours prior to takeoff. There was no change in’

intelligence data‘and the weather was forecast to be good
.for the entire perlod with visibility of five miles or
better along the entire route.

/hbéard the e;rrier NIMITZ, the helicopter pilots
were undergoing the sameibrieflnga ‘preparing for their
scheduled 15052 launch. As & result of an earlier incident
aboard the carrier, where several of the helicopters had
been wetted with_fire_ fighting foam and immediately washed
with fresh water, the helicopters were brought to the flight
deck} 20 minutes earlier than initially planned. This
allowed the creu_g_____;'u‘t‘ra time for engine start, run-up =and
systems check out to assure no mission critical elements Hid
been affected and all components were thoroughly dried out.
With run up complete and all in order, all eight RH=~538

departed NIMITZ on schedule, fully mission capable.

ﬂ, E W'-KC 135s luunched-n support

C~ 2ty

of the mission with the intent of using ‘o refuel the

C—130§ and one configured to support the ﬁlivy Combat Air
"Palroi if it was launched.” The other-C-l.BSs were

assigned to refuel the air refuelable ‘KC~1358 to provide™

-y
e —

extra time on station.
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: (U]jaS)/ Approximately two and a half hours after takeoff, . .,
the first MC-130 entered an area of deteriorating vieibility,
later del:e'r:mined to be suspended duat in the atmosphere.
The dust phenomenom did not effect the C-130 alrcraft, ;':rew : :
or FLIR performance and only affected flight visibility for

10 to 15 minutes on two different occasions. The Desert One s

Commander, , onboard the first l}g_glﬂ, did not consider the

Dasee .

visibility problem _of such nign_iﬂcance to report to the,i
COMJTF. He assumed the helicopter pilots could make it

through the area of reduced visibility,. -

p; M Approximately two houra into the flight, #6 heli-

copter had an 1ndicatlon of an impending main rotor blade

failure and immediately landed. Number 8 helicopter, in

his planned role as enroute mission SAR landed with #6.

With blade failure indication confirmed by a secondary

method, the crew-of helicopter #6 transferred all equipment

to #8 helicopter and both crews were airborne and continuing

within ten minutes. .

W} The .f;ggt_jﬁa}_Bo arrived in'the vicinity of Desert

pass to clear the area. They observed one vehicle on the
road and orbited until the vehicle passed clear before
landing the C-130 on the desert. The landing was harder
than normal and although the aircraft was not damaged, the
ﬁ_"‘l}ﬁ'{f#i‘gﬂecu&i radio was rendered inoperative. The road
security force exited the aircraft as soon as the aircraft

stopped and established positions on the rocad. They were

Lt : 13 AAR-4-13
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immediately confronted with a large ‘vehicle “approaching,
which they signaled to stop. When it was evident the vehi-
cle, a passenger bus, was not going to stop,ﬁigggnﬂ grenade'?
round and several Ch3-£5 rounds were fired over the bus.
Although no rounds szkuck the bus, they were sufficient to
cause the bus driver, with his 43 passengers, to stop.
l}t) qﬁ A few minutes later, a second road security force,
which had moved away from the aircraft to the west, encoun-
tered a fuel truck coming toward them. Again‘attempta to
flag this vehicle down were unsuccessful. The team leader
fired several rifle rounds into the air but the truck con-
tinued. At that point'the team leader shot out one of the
trucks headlights and the other team member £1red-3ii‘y;jsfr
ﬂé@w at the right front of the truck. ﬂﬁﬁ H-?E'projectile
impacted directly in front of the ;ruck.setting it afire.
The driver of the burning truck jumped out and ran to a
smaller truck that had been followng behind. The small
truck executed an immediate "U®" turn and departed the area
at high speed. -Two: 0f: the road team members gave chasefDn,
:motorcycles but were unable to overtake the truck. No otHer
vehicles approached thellanding zone area for the next four
hours while the force was at Desert One.
&}pbjjf Two hours and forty minutes after takeoff the heli-
copters entered an area of reduced visibility that the C-130
had previously encountered. Soon after encountering the
reduced visibility, the flight lgader and his wingman rever-
sed course to return to -a dust free area and landed te assess

the situation. The flight leader also advised the COMJTF that

ARR-4-14
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the visibility had reduced to zeroc and that he had lost
sight of the other helicopters. He expected the remainder

of the flight to remain with him but due to the reduced

vislbility the other aircraft in the flight did not see him -

turn. The fllgﬁt of four (#3,4,5, and 7) proceeded, but at
a reduced speed (#8 being approximately 4# NM behind).
Helicopters #1 and §2 landed in a clear area. After belng
on the ground for approximately twenty minutes, and not
having heard to éhe contrary, the flight leader concluded
the other four were continuing to Desert One. The flight
leader then took off to continue to Desert One and so
advised COMJTF. .

(:1' The pllot of one of the hellcopters (#5) in the
flight of four began experiencing instrument problems. He
had lost his TACAN, shortly after launch from the NIMITZ
which posed ﬁdl?ahr problem';hlgss the. .weather ' turned .bad
at Desert One;“"Approximately-four hours after takeoff
and after having been in the area of dust for one and a half
haurs, numbarisféiﬁiiienced a falled heading indicator and
one of two attltude-indicators. He regained use of‘ELe
attitude indicator by selecting the copilots scurce.
However, as a result of these fajilures, coupled with his
co-pilot having persistgnt episodes of vertigo and loss of
visual contact with his flight leader, the aircraft command-
er did not feel he could continue into the mountainous
terrain ahead in the visibllity conditions he was experienc-
ing. He reversed course in radic silence and returned to
NIMITZ. Approximately one hour later he advised on HF voice
that he was inbound to NIMITZ. At Desert One, the remainder
of the C-130s landed, established their refueling positions

and walted for the helicopters.

]
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Q")m The first three helicopters to arrive at Desert One

were 45 minutes later than scheduled. The helicopters ook

-

set up for landing behind their aaslgned ‘tankers and taxled

forward. However, due to extremly honvy‘duat andg und On wrf i “; ..-
U U ICINR L N

one side of the road, which was grea!\:ef'#hanlalpeetgpf-bcth,,&m Ry M u

i
nose gear tires of helicopter. i!,.datlafed l#:li"nypcrouraﬁwi h 4‘
e g
rut in the sand left by a C=-130. Beueoptor 48 landed” lou‘,‘.}ﬂ

k.
30 minutes later and the flight leader }'1?."..!'“ »;vlnggl_m !:_c!l'ﬁ:gi;

'
: 1
dowi | i, .

minutes after that.” In attempting to.."t.all.f-'hellcop!:._t ﬂ:
also deflated one of his nose tires in the deep sand. 'I'hé
required six helicopters were now on the ground at Desert
One, either refueled or in the process of refueling.
(u)m The operation at this point was approximately
ninety minutes behind schedule, however, it was estimated
/  that the helicopters 'ghd DELTA, Jc‘rould‘stil-l transit to their
hide sites before d;yliq_ht. The C~1308 would have been
critically B_I’I.;I-::__:;Df_1‘.fuel at this point, however, the
Desert One Commander had authorized use of some of the fuel
planned for the two___hglicopters that did not a:rive. He
also requested :m%-i353 over the Arabian Sea remain on

station as long as possible,

(U],.«s‘rlmmediately after landing, the $2 helicopter, which
had experienced a loss of second stage hydraulic pressure
two hours prior to landing, discovered that a fluid leak in
the system had caused the engine driven hydraulic pump to
fail. This reduced thg helicopter force to five mission
capable helicopters; one less than the established minimum

required to continue the mission.

(U)I,’(ﬂ The Desert One Commander advised COMJTF of the

AAR-4-16
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situation and rdfuested guidance. COMJTF requested that the

Desert One Commander consult with the other commanders on

./ the posslbllity of continuing the mission with only five
A ‘!/helicopters. Thera would be contingency Euellab msar!yehj
and possibly by reducing weight, the helicopters would -be

able to lift;@gﬁim\*.out of Desert One, If required qn:-the
"]"'fsecond night, some helicoptars could _-ufual‘._:w‘i‘_?mlfﬁ?
and shuttle to the embassy. The Desert QOne Commander replied
that it was not feasbible and recommended misaion abort. - -

COMJTF consulted with higher headquarters and then directed
the Desert One Comnandar to abort the mission., Helicopter .

§2 would be destroyed and the others returned to NIMITZ,

The bus was to be disabled and the 43 passengers and driver

released,
’.:\"ﬁﬁa-r LHEC-138 #1 was becoming eritically short of fuel,
| . and had to depart immediately in order to ﬁﬁ KG=1135
él ﬁﬁ refuel enrouti'_ Therefore it became neceaary
to reposition two of the h-e_licopters (#3 and #4) which
were parked .quw_isﬂ.:fji"so that they would not be
damaged by the propellor blast as thqm pilot applted

the power necessary for ta;i in the sand. As helicopter #3
was being repositioned, it collided with the BC*:lBIB and both
were Immediately engulfed in flames. As the fire -reached
munitions aboard the C-138, explosions sent shrapnel
throughout the area. The helicopters, were shut down and
evacuated. The helicopter crews, the remaining crewmembers
from the burning C-132 and helicopter and the ground forces
that had been aboard the burning C-130 were assembled and

directed to board the remaining three C-139s.

uﬁ: SBEeRET 17 AAR-4-17
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(QJ gﬁ COMJTF was advised of the accident. The Desert One
Commander directed the Combat Control Team:!'(CCT) to Iinsure
that no one was left behind. He also decided that the
remaining helicopters would be left intact du; to their
proximity to the evacuation asircraft and since there were no
time delay explosives avallable to dastroy than. ]
(P.)w After all personnal were. aboard, the three C-138s
took off approxlwately 20 minutes after .the accident. The
initial casualty count was an unknown number killed in the
fire, six injured and two with major burns. :

(387 COMITF ordered twp MEDEVAC' C-1¢1s ¥HIch had been

preposiiionedts for .the second nights mission to
. e )

'l'aun'_] In addition, fa c-9 specially configured

with a burn package on a normal standby status was directed

Qﬂ;sf The Des;;t One Commander requested tactical alir

support to destroy the helicopters left behind. COMJTF

relayed the request to higher authorities in Washington with '

RS ot R
the recommendation CHAt it not be approved. It was decided

in Washington not to approve the request, to avoid endanger-
ing Iranian lives, which in turn might jeopardize the
hostages. The helicopters were not destroyed. It was not
known by the Desert One Commander at the time, but several
helicopter crews had left classified material aboard their
helicopters during the emergency evacuation following the

coli&;}ag, fire, and explosicns.
(

) Within approximately 28 minutes of the arrival of

the C-laus_ the 'C-141s with medical assistance

landed. All helicopter crews, DELTA .and the injured person-

nel were transferred. Less than an hour after‘landlng, the
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é T.. first C-141 was enrouée}—nd the second departed‘
twenty minutes later. .

'MPS) Approximately twenty minutes after the -?‘I':ﬁt!s_,'took

off from Desert One, helicopter &5 lancied aboard NIMITZ,,

All aircraft and crews were now accounted for. Upon arr:'l.vnl

éhc — the injured were loaded aboard thegc-ﬁs and
. -
were flown _Eor treatment. Mditional/qrﬁla aoon

arrived and DELTA, "the 'Rang_ers‘;and helicopter crews were

all airlifted to CONUS.
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SECTION 111

MISSION EVALUATION

(U) The evaluation of the hostage rescue miseion, as ‘i?
it was executed is presented in chronological phases. In .
each section, those events, decisions and actions’ takon““ _
relevant to that specific phase of tha oporatlon aro_add-‘T“.
resgsed. Each aection is divided into !out pa:tsn p !1rlt_ﬁiﬁb

lllﬁ il M t;', .

chronology of thd eventa of that phanowtn:providqd EBE
background purposes; Second, questions relative to eventn
that occurred, actions that were taken, and declnionl/judge-
ments made are posed; Third, a-discussion of the:tactors
bearing on those questions is provided; and, Fourth, eval-
vations of the actions taken and decil!on/judgeﬁenta are
made.
(U) The-phases_evaluated include:

1. The“Launch Decisions

2. Premission Briefings;

3. _‘I'la_athle,;:g‘__-

4. Communicationss . -

5. Enroute to Desert Cne;

6. Operations at Desert One;

7. The Abort Decision;

8. Departure from Desert One; and,

9. Recovery Operations

{U) 1In the examination of the above Phases, many

questions were posed, discussed and evaluated. Some of _
the questions, though cogent, addressed factors which had
little or ne impact on the condqct of the miesion. The i

evaluations of those questions considered to be of signi-
ficance are provided below:

TORESRCRET g
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TEEaacReT
1. (U) Based on the lnformation avallable, the dcclllon
by COMJTF to execute the hostage rescue mlission was appro-
priate.

2. (U) Briefings were structured to support the mission.
The briefings érovided the same information to all parti-
cipants. There is no evidence that the context -of informa-
tion provided to one part of the force. wat‘dittatnnt
or lacking from that provided others.

3. {u) It uaa.\and remains, beyond the state of the art
in meteorclogy to predict, with any degree of accuracy, a
localized suspended dugt phenomenon such as that encountered
on the missaion. .

4.\,J’y¢f A weather reconnaissance aircraft preceding the
mission in daylight could have compromised the mission,
Also, since late afternoon, weather satellite photography
showed crisp sharp terrain features along the route where
the dust was l;fg; feported, It is questionable that the
dust phenomenon would have been detected.

k( [4] du

reconnaissance and report significant unforecast conditions.

_BB could have besen tasked to conduct

Such a report may have better prepared the Helicopter Flight

Leader for penetration into the area and would most llkely'

have provided a warning to COMJITF prior to receiving the
Helicopter Flight Leader's call that he had encountered zero
visibility.

6. (V) Minimum observed inflight visibility criteria for
the mission could have been established. However, at night,
using night vision goggles, it would be difficult to deter-

mine when the minimum conditions existed. This could cause

-a premature mission abort based on a subjective judgement,

or lead to a situation where pllots might feel compelled to

continue beyond thetr indivldual capiblllties.
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7. (W) The‘ﬁecure communications enpablllty and support

Vals

J""

..;..

were adequate for the planned mission. However, the degra- e

dations in voice quality, which were caused by sov-ral
factora, inhibited the abillty of COMJTP to exoreiau roal—
time command and control when mission demands overtaxed the

system.

8. (U) 8trict adherence to radio silence procedures attcr‘

encountering unfgrecast conditions may have impeded the
flow of information between command elements and interjected
an element of uncertainty into the conduct of the operation.
The unknown is whether transmission would have compromised
the mission.

9. (U) There was a valid basis for the judgment that
eight helicopters launching for the mission would provide a
high expectation that the required number would complete the

mission.

l@. (U) The helicopter pilots were adequately trained to
perform the mission as planned and demonstrated the ability
to contend wlfﬁtfﬁb;hnforecast conditions encountered. _Bix
helicopters successfully negotiated the route, attesting to
the high caliber of the crew's skill, discipline and train-

ing.

11. (U) Positive command and contral was exercised at
Desert One at all times.

12. (U} The items selected to ,be in the helicopter cross~
country kits were adequate to support the anticipated
requirements of this mission., Additional parts In the
kits would not have enabled maintenance personnel to reﬁody

the malfunctions which occurred and permit the misalion to

continue as planned,
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13. (U) The decislon to abort the mission when a predetermined
mission abort criterion was reached was prudent.

14. LSXP)With the exception of one map, the classified materials
left at éhe scené were in the helicopters that were in the
immediate vicinity 6£ the fire and explosions. After the emer-
gency evacuation of those aircraft, it would have been extremely

hazardous to attempt to retrieve this material. This could have

resulted in additional casualties.

15. {U) The actions taken by the JTF subsequent to the accident
were timely, and responsive to the situation.

16. {U) The abnormal, unprecedented and unexplained mechanical
failure of three out of eight helicopters during less than thirty
seven total hours of flight {an average of 4.5 hours per helicop~

ter) was the primary cause of the mission abort. All other

contentious issues including the unforecasted suspended dust had
been successfully overcome. This unprecedented failure rate was
several times greater than the normal expectations with no
favorable weight given for the special care provided to these
eight helicopters for several weeks prior to launch.
a. LSﬂQJ}If available pre-mission operating experience
data or training results had suggested the remote likeli-
hood of such a high failure rate, the JTF would have
insisted that ten or more RH-53D's be launched on the
mission. The data base must ﬁow be adjusted by the fact
that three out of eight failed in approximately thirty
seven hours of collective flight or an average of 4.5
hours per aircraft. Such an unprecedented failure rate
brings into guestion the future usefulness of the RH-53D
helicopter for any mission involving several helicopters

flying for several hours on an imperative mission.

~
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b. gﬁf The decision that eight helicoptes was a prudent
and sufficient number, based upon available data, was on
the conservative side of the general level of manageable
risk inherent in other components of the total balanced
but high risk mission profile (i.e., three MC and three
EC-130's to land at Desert One, three AC-130 to provide
on-call fire support on night two, four MC—i30's and two
141's for night two at Manzariyeﬁ}. All efforts to add
equipment to provide redundency b;yond 95 + % prediction
of adeguacy had to be carefully weighed against the
potential loss of security,‘surprise. speed, simplicity,
and economy of force. FEach person added to the rescue
force increased the total logistical effort, exposure and
protection requifement at a ratio of approximately one for
one,
17. {U) The following is a list of planning considerations
proposed by COMJTF for future Lcounter-terrorist‘ operations:
a.(U)?f’] A central point within the DOD should monitor
“world events to determine where and when terrorists
actions could matefialize. This will regquire astute
observation on political matters from all source
intelligence.

; N (b(‘)

to monitor plans and capabilities DOD-wide for counter-

There would be .a single element within DOD

terroristn-aﬁéfations:
v
c.(fﬂﬁﬁ A dedicated agency should develop a range of

‘concepts, planning factors and equipment reguirement for

counter-terrorist operations.
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d. JEGT-' Migsion: Organize, ;rain. equip and command
special operational forces which can conduct operations
anywhere as directed by National Command Authority
(NCA).
e. }7&) Organization:
(1)(}6‘5 A joint Task Force should be in being
as a permanent element within the DOD. This

task force if located outside of Washington

should have a This
' .»r,. . e S P dehmstitnn et 4
p[ .- vo:1d serve to gather and

coordinate intelligence, monitor political

events, maintain a file of plans and capabili-
ties and be prepared for immediate response to
JCS and NCA when a crisis develops.

(Z)Hisf' The JTF should be arranged on conven-
tional as well as unconventional lines. The

conventional aspects pertain to designated

commanders. and staff and the unconventiconal

. nd others as appropriate.
(w
£, g;ﬂf Personhel:
(uj(l)( S) Personnel selected should have
credible experience and demonstrated abilities,
where possible, in the area of unconventional
and counter-terrorists operations. They should
be given the opportunity, however, to frequently

serve in other staff positions, attend service
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schools in order to enable professional growth
and provide for equitable promotional opportu-
nities.

) by
{2) The JTF should be charged to develop
concepts of operations, recommend development
of eguipment and intelligence integration and
communications reguirements for world-wide

use,

v}
(3)(}9{) Maintain direct liaison with the

%CINCS staffs.
9. Equipment: Latest state of the art with

proven reliabilities should be made available to the
JTF, extensive studies followed by modifications to
improve the reliability of the equipment, fregquent
tests of mobility and rapid reassembly. Equipment,

where feasible, should be placed on [NINNEENS /
A 1~for specified programs to insure reliabilty

and modernization and to provide a—'

performed. Accurate and highly reliable navigational
systems which are self contained and not reliant on
external stations.
U} o .

h.‘dmﬂ Training: There should be sufficient operations
for the JTF and components to train against a range of
scenarios. This can be done functionally within the
components. Training should be accomplished frequently

as a joint endeavor. The JTF working through the JCS

should develop

wcan be made available.
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i. MSupporting Forces: Forces in addit:on to

those assigned or earmarked to support the JTF should

A be identified, trained and'

Examples are

MAC, SAC tankers, naval vessels and forces.

%ommunications: The JTF will be required to
deploy over great distances and perhaps‘.b]

This requires

.ith ability to tie into national
systems. These communications should be reliable,
secure and light weight and operable on land, sea and a
var{ifﬂty of planes and helicopters.

k. (W_E_:_rlli_ronmegg: The JTF should conduct a
series of studies in the environment of various
countries where operations are likely to be conducted.

P Details of terrain and weather are particular phenomena

/\ (. _ which should be thoroughly understood. A system of

nation of latest weather information for current and

planned operations.

1 ( Operational Security {(OPSEC): A detailed

analysis is required for Soviet and potential areas of
interest where counter-terrorist operations may occur

to deterni e NG

Also an operational

security plan should be developed with the objective of

k. - 27 01A05
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PP
enabling the United States public, and potential
terrorist, to superficially know that a counter-
terrorist capability exists. Beyond that there should
be no pﬁblicity whatsoever, before, during or after
operations whether they are judged succesful or not.
Where possible, units participating in counter-terror-

ist training and operations should be

ﬁ' ‘— The units should not wear

distinctive badges, an& their equipment should appear
to be normal service equipment. An example is MC and
AC-130s paint schemes modified where possible to
resemble MAC-C1l30s.

m. WPS) JTF Coordination: JTF should provide the

authority, with appropriate 0JCS, coordination to

visit CINCs and non-US allied counter-terrorist

organizations with the objective to do appropriate

liaison and exchange lessons learned.

o
)

n. Command and Control Communications: Wheras

counter-terrorist forces may be reguired to operate in
various reqions of the world and also penetrate deeply
- - ipto a particular country's territory, there is a need
for the COMJTF to have ability to monitor progress of
the forces and to provide direction when required.
This will require development of new techniques and
possibly equipment to enable COMITF to exercise
command and control without compromise. The force

;S must have the facilities to train over extended ranges

//f and under varying geographical conditions to enable the
/ exercise of C3.
e S . ) 28 01A06
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SECTION 1

MISSION PREPARATIONS (U)

g;si This section of the report describes the evolu-
tion of the rescue mission plan and training from 4 Nov 79
through mission execution on 24 Apr 80. The plan was
changed, modified, and refined throughout this period as
additional intelligence became available, concepts were
validated or rejected, training progressed, operationaf
capabilities evolved, equipment was selected, communication
procedures evolved, deployment and employment bases became
available, environmental factors changed, and political
factors varied.

! A single overriding consideration that permeated
all aspects of mission planning was operations security
(OPSEC). This consideration was included in every aspect of
mission planning, training, deployment, and execution,.
Because of the absolute reguirement for the ground rescue
force to reach the embassy compound undetected, operations
security was always given full weight among all other
considerations in making judgements and decisions.

é;}) The planning process for the mission was dynamic.
Numerous planning considerations were addressed as opera-
tional concepts developed. In some cases, operational
capabilities required for the rescue mission existed within
the Armed Forces. However, because of the complexities of
the mission, the task force developed many new operational
capabilities which evolved during the preparation for the

mission. As will be discussed later in this report, the
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capability was developed to employ and integrate helicop-
ters, fixed wing aircraft, ground servicing and refueling
operations, and ground combat troops in a complex long-

iange mission scenario conducted under cover of total darkness
without lightsi< This capability did .not exist on 4 Nov 797
Some units involved operated within the environment of their
normal mission capability while others were formed to carry out
specific requirements of the mission. In many cases, operation-
al security did not permit units to operate within their
established service systems.

(U) Throughout lhe planning and training process the’
Chairman of the Joint Chiefs of Staff (C3CS) was kept informed
of progress and frequently provided guidance. Members of the
Joint Chiefs of Staff (JCS) also received individual progress
reports and, on several occasioné, the JCS met as a corporate
body to review the plans, training progress, and status of
equipment. The JCS provided the Joint Task Force (JTF) all
resources requggfgg__throughout the planning and preparation
period. However, ifhshould be noted that the scope of planning,
training and final force size and composition was constrained
from the outset by a lack of trained forces and special
operations equipment.

(U) There was a series of rehearsals and changes in the
concept of operations. This report is keyed to these concepts
and rehearsals since they‘ served either to drive changes in the
plan and requirements or to validate proZgress and identify
needs in training, intelligence, eqguiplment, etc. These
changes and rehearsals are listed in chronological order and

each is discussed separately.

TOP_SREREY ) I-2 AAR-1-3
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4 - 19 November 1979

Developing the Air Land Option (U)

M ) On 4 Nov 79, during a demonstration in the streets
in front of the American Embassy, Tehran, & group of Iran-
jans scaled the walls, entered the compound, took over the
27 acre compound, and held 63 Americans hostage. During the
next several days, a Joint Task Force was formed by the
Joint Chiefs of Staff in Washington te plan and develcop a
capability to conduct @ rescue mission. ~The Special Opera-
tions Divigion of th_o_dCS...J:J Operations Directorate was

selected as the- location__&i'.o beqin planning. Two officers

s A advance team'_fﬁdm'DELTA t.';‘_;a'veled to_ for

isolation purposes and to establish a training camp.

A ! '(TS{ DELTA was selected because of the unit's mission

'—._.6—

‘On the basis

sf DELTA's .demonstrated performance, the evaluators conclud-

%3 that DELTA was the most capable “orce Wy
4

thlablc to the Natinnmlﬁnand ﬂhorltiesﬁ(lcm!’m‘f
kwnajor General James Vaught, USA, reported to the

TR ) 1~3 AAR-1~4
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CJC5 on 12 Nov 79. By v 1l orders, he was directed to
organize and command a Jo. .. Task Force with the assigned
mission of rescuing the hostages. General Vaught, in his
capacity as Commander of the JTF (COMJTF), began to form
a small, select planning team. On 14 Nov, Major General
Gast reported as special consultant to General Vaught.
General Gast had recently returned from Iran as Chief of the
Military Assistance Advisory Group (MAAG) and was very famil-
iar with the country and its people.

Q‘iﬁg} At this point there was great concern that the
hostages might soon be tried and jailed or killed. There
was an urgent need to'rapidly develop a capability to rescue
the hostages, in the event it became necessary to do so.
i LN&T The planners faced many challenges, not the least
of which was the geographical location and size of Iran.
There were no sizeable US ground combat forces in the prox-
imity of Iran. The country itself is as large as the United
States east of the Mississippi River and is five times as

large as France. Iran is also surrounded by ccuntries which

T ==

-are not likely to éubport us Btagfhg bases or troop coancen—
tEations.. :Although several of these nations expressed objec-
tions to the .embassy take over, and the hostage situation, -it
‘was. felt that ‘they would. notTsupport a rescue migsion 1into'
,ﬁbﬁhﬂ“staged*frum théir soil. 1In any event, the need for total
operational security precluded any early contact witﬁ other
countries.
(U) The mission objective in Tehran was located approxi-
mately 350 nautical miles from the northern portion of the
Persian Gulf and well over one thousand miles from the

Arabian Sea. Anti-American sentiment prevailed throughout

TRPr—SECRET - I-4
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the country and was particularly strong in tht; capital city
of Tehran. The highways and streets of Tehran are poorly
laid out and traffic congestion inhibits normal movement
within the city.

/ } By 15 Nov, intelligence had determined that 63
hostages were in the American Embassy compound. Intelli-
gence planning and assessment had been in progress since 7

Nov, initially relying heavily on the Defense Intelligence

Agency (DIA) Irapy Task Force (ITF) which had been establish-

i T~

m

o~

( Through™ DIA, working relationshipp

.

“ : a_'él;:g‘f establighed with other agencies and organizations includ-

ing . the DefensyyMaRping. Aysncy..{DMA’), Depaitfent of Statey
' (D@S), other “PoFEidns o

NN 4nd service

Wﬁ'ﬁﬁigeniﬁéﬂfcﬁ!b&;nents. Thease relationships evolve® into -a

‘itﬂltﬁ&'-niﬂﬁr of contacts who %_fef'READ IN" on the operation.

- '

> I T
There was considerable reporting to indicate that a signifi~

cant number of hostages were being held outside the compound.
Despite conflicting reports, the weight of the evidence
indicated that all, or almost all, of the hostages were

v),.
Té) The first of several operational rescue concepts

.

called for landing the DELTA forcg]on an isolated airstrip

ins i?e the compound.

near Tehran using MC-130 COMBAT TALON aircraft. DELTA would




then

. to’ the American
-B;nbas‘sﬁf'lfree the hostages, and return to the waiting aircraft.
While this plan had the advantage of being cc;;;]:?ed in a
single night,;time and intelligence were not favorable. ?_‘hete
Mg a very high risk\that DELTA would be severely hindered by -
the crowds which would probab;y ;gather and roadblocks. which-
could” block.escapegroutf. Also, a suitable air]‘."_i‘.'éld ‘co—uid not
be identified that Fwould adequately support this concept "ol
operations. Planning and some training continued while other
alternatives were being examined.

& puring this period,~ptans and drawings obtained

’
.from the State Department along with existing photographs

e ——r

were concentra;g_d;on-.weapoqp training while the plan to

—

. enter the compoumd and" rescue the hostages was~being develop-,
' .'ed.

(U)Jl’f FHETMC130 aircrews that would™darry the DELTA force
‘into Iran were Belected by thell;rirst""Special *Operations
/ﬂ ‘.’-@‘fhg. This selection was based on aircrew past performance
and experience level. The selected aircrews immediately

began to train for the rescue mssion.
ﬁ) The uc-ﬂo was specifxcally selected for the hostage

rescue mission because of its unique operational capabilities,

. 1-6 AAR-1-7



The ¥C-130-:kexrain following radar. (TFR) . APQ-123 -provides

B escapstiitzaso €1y 2t lov ievel A NMNINNNAND
“ﬁ pight, ‘and inJjmarginal weathéf, The aircraft;
tﬂ.ﬁ; also equipped with an i.nerr.ial navigation system (IN8)

¢which: provines.’ eiéé'i:'lznt nm_”iiom..,capabili.tiea.&,without
:g],,@._ance-‘on external navigational aids. ' Because of the
vdtatances involvg_qi_ an aerial refueling capability was an
dBalute necessity, Mem&fei‘u%ﬁtﬁé ‘MC=130" fleet agay
-.g_'q'ju,pi'éd;_u_jgf_hj:;ﬂ,nﬁ"iij'ht'refﬁ“é"fiﬁ'd‘"é&d’fbment and four are
- equippéd with, forward looking infrared (FLIR). The MC-130

,Qas.iglectronic countermeasure (ECM) capabilitie'h
O

mhe,C—lao alrcraft is also well suited forjshort/
‘Q‘%QEM operations and, most importantly the MC-130

COMBAT TALON crews train for this type of operation on ar

¥

‘eontinuing basis. The only portion of the, assitfied mission;
\B%hat reqiiired @¥tehsive training on the part’ of the crews.
was the night landing and take off phase utilizing the night
¥i